The leader has to have a plan. The leader has
to know what to do if the group is to pull
together and operate as a group. Plans are
important in the everyday routine and they are
particularly important in an emergency. When
there is danger, when the heat is on, the leader
must keep the group together with a plan for
action. If the leader doesn't, the group is likely
to fall apart for lack of organization. It is
important that the members know the plans so
they can see where they are going and why they
are going there.

Be Consistent

If I am a powerful leader and you, this time,
are one of my followers whom I can toss into
the brig or have transferred or recommended for
promotion, you are in a quandry if I change the
rules on you without your knowing it. If one
day I bawl you out for working your people
overtime and the next day I bawl you out for
not working them overtime you are likely to be
confused and to be mad and resentful of me. If
you need to win my approval (and that means
you are dependent on me) you need to know
the rules before you can win my approval. If I
punish you today for spending 10 minutes
drinking coffee in the CPO mess and tomorrow I
suggest that you go below and relax over a few
cups, there is no way you can tell what I like
and what I don't.

Your crew, if they are going to feel at home
in the group, need to know the rules. You must
make the rules clear and consistently enforce
them. If you are a good leader, your disciplinary
problems will be few. If your crew identifies
with the group, they will want to obey the rules.
But if you are inconsistent in handing out
rewards or punishments, the group will suffer. It
will also suffer if you have favorites who get
rewards and whipping boys who get the blame.
People are more secure if they know that reward
and punishment come to them because of their
behavior and performance and not because of
your whims, moods, or preferences.

Have a Friendly Group

One of the rewards that comes from
belonging to a group is just plain sociability. If

we like our co-workers, we will work better for
the group. You can often do things to keep your
group working together in a friendly way.
Maybe you'll have to get rid of, or convert, a
sorehead or two. Maybe you'll have to give
friendly advice to individual members to help
them adjust to the group.

And if you are reasonably friendly yourself,
it helps. Don't put yourself on a pedestal. You'll
get on it if you aren't careful. And Americans
don't go for pedestals. They prefer leaders who
can work with them, laugh with them,
sometimes play with them. This does not mean
that you've got to win popularity contests but it
does mean that in most situations you can be
friendly, approachable, interested, encouraging.
This helps make the group socially rewarding to
its members; they feel they are a team.

GIVE YOUR PEOPLE
STATUS WITHIN THE GROUP

The second way of producing identification
is to develop each individual's status within the
group. The person who belongs, who is
somebody, is more likely to identify than the
one who is a nobody hanging around the edge.

Treat Each Person
as an Individual

It is essential that you do everything possible
to make your people feel that they are vital
parts of your unit. Extend a personal welcome
to each newcomer. Make the person feel wanted
and needed. Discuss assignments and let it be
known for what, for whom, and to whom the
newcomer is responsible. After such a welcome,
people should feel there is a definite place for
them in your unit and that they are off to a
good start.

But your work is not over, for not all the
members will accept newcomers as you have.
Some will attempt to place them on probation
until they prove themselves. You, by your
example, can establish the manner in which they
should also receive newcomers.
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